The marketing concept Modern marketing is based on the marketing concept, which is, in essence, succeeding by finding out the needs of target markets and satisfying them. 3 Using this concept requires a market focus and orientation towards the consumer. Neither of these are of prime concern to organisations which base their activities on the concepts of production, product, and selling. These concentrate respectively on having the best production system, making the best products, and aggressive selling. Although these approaches have been used in the past, most forward thinking firms now use the marketing concept to reap success, marketing being increasingly viewed as a core business function. However, in this paper I am not suggesting that health care should be run as a business but rather that valuable theory and experience from the business world could be adapted for health services development. Recent commentators have suggested that one aspect of marketingthe theory of the diffusion of innovationscould be used. 2 4 This partial approach has, however, been tried and had only limited success.' 6 One attraction of using the marketing concept and principal activities is that it provides a framework for a comprehensive approach.
"Knowledge products" Good marketing begins with a need rather than with a preconceived specification for a product. Knowledge can be regarded as a raw material comprising published research output, systematic overviews (such as those to be produced by the Cochrane Collaboration), and perhaps handed down clinical wisdom (fig 1) . From this raw material "knowledge products" can be produced according to the needs of consumers in relation to developing clinical practice. These needs can be considered as a hierarchy of increasing specificity (table 1) , springing from the core need for up to date knowledge. These needs may prove to be complex -for example, a recent survey showed that general practitioners have individual needs in relation to clinical guidelines for the management of asthma.8 This is not surprising, and the same can be expected of different stakeholders in clinical practice. It implies a need to balance the advantages of mass production with a need for customisation (see below). In discussing knowledge products for developing clinical practice the ultimate purpose to which such products will be put must be borne in mindfor example, one key purpose is enhancing clinical decision making.
The challenge The central challenge in health service development is basing practice on knowledge. At the moment this tends to be conceptualised in a top down fashion -what would be called product push in industry. It is expressed in phrases such as "moving knowledge into practice." There is ample evidence either that this does not happen or that it happens slowly. Although the publication of some clinical trials has resulted in measurable changes in medical practice,9 others have had no effect.'0 There is ample evidence of delayed uptake in relation to premature labour," use of anticoagulants,'2 and treatment of asthma.'3 An often quoted example is the use of thrombolysis for myocardial infarction. Persuasive evidence that this is an effective intervention has existed for many years,'4 but despite large trials'5 and broad acceptance,'6 this proved intervention is still not used'7 and inappropriate agism in its use exists. ' This image may present a singular message distinctively, using the emotional power of symbols, atmosphere, and events. A well known organisation, such as a royal medical college, has a strong image which could be used effectively to position clinical guidelines in the minds of consumers. The very phrase clinical guidelines is beginning to have a negative ring to it (medical cookbooks) and so Planning a marketing programme is deciding on the "nuts and bolts," or the implementation-dissemination phase in figure 1. This comprises the design of a "marketing mix," or the recipe for how the four main marketing tools -product, price, place, and promotion (table 2) -will be used. Apart from an action plan, this also provides a framework for allocating resources, responsibilities, and communication.
Price may not be a prime consideration for clinical guidelines, but guidelines are often sold. A strategy is needed. Should the members of a producer organisation get free copies? Will those who pay a price attach more value to what they have bought?
Place refers to distribution. The importance of the distribution of clinical guidelines has been emphasised in a study of guidelines for the management of head injury. Promotion -There are many opportunities for promotion in the health sector such as journals, books, conferences, etc. In addition, direct communication is possible through membership organisations. We have established a National Research and Development Network in Geriatric Medicine to facilitate such activities. There is a newsletter entitled Linker and a growing group of local link people, who are consultant geriatricians with an interest in service development. In due course, the network will expand to cover the other disciplines and sectors of care. For many organizations, the sales force provides the key element of personal promotion. An analogy in the health service is the role of facilitators in service development.37 Figure 3 shows the role of the marketing mix in clinical practice development and identifies the target segment as the "right people" to remind us that we must communicate with consumers who will use the product.
ORGANISING, IMPLEMENTING, AND CONTROLLING
The marketing effort must be properly organised so that it can be implemented accurately. 
